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Background and Purpose: Innovativeness and new product commercialization are highly important for companies. 
Therefore, a deep understanding of the impact of all potentially influential drivers of success is critical. The purpose 
of the paper is to explore the impact of internal knowledge sharing on new product selling and sales innovativeness 
as well as the impact of empowerment on internal knowledge sharing and, indirectly, on new product selling and 
sales innovativeness.
Design/Methodology/Approach: The research encompassed 101 salespeople working at the top 1000 value add-
ed creators in Croatia. The questionnaire was developed and adapted using four scales, to assess internal knowl-
edge sharing, new product selling, sales innovativeness, and empowerment. The data was analyzed by using the 
PLS-SEM method to examine the relationships between constructs.
Results: As evidenced by the survey results, internal knowledge sharing positively impacts new product selling 
and sales department’s innovativeness, and empowerment is positively linked to internal knowledge sharing and, 
indirectly, to new product selling and sales department’s innovativeness.
Conclusion: Managers should underpin different activities in order to enhance empowerment and internal knowl-
edge sharing with the aim to affect companies’ performance in commercialization of a new product and sales depart-
ment’s innovativeness. Future research could include moderator variables between the empowerment construct and 
the internal knowledge sharing construct and deepen the insight into the type of information shared, the dynamics of 
sharing and the barriers in the process, and other factors that positively affect knowledge sharing.
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1 Introduction

Although the failure rate of new products is high, in-
tense global competition and demanding customers put 
pressure on companies and force them to launch new prod-
ucts (Sharma & Sagar, 2017). However, 40 to 90% of all 
new products fail in the marketplace, causing a substantial 
financial loss to companies (Borgh & Schepers, 2017). Yet 
at the same time, newly launched products and services 

generate the highest revenues for companies (Petrariu et 
al., 2013). As a result, despite all obstacles and high poten-
tial losses, market circumstances and potential revenues 
push companies to develop new products. An important 
stage in the new product development process is the last 
phase, commercialization, and although successful new 
product selling is one of the most important missions of 
a company (Ahearne, et al., 2010), it is also one of the 
most challenging tasks for salespeople. In fact, they are 
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not prone to selling a new product; they prefer selling the 
existing ones (Wieseke et al., 2007). 

On the other hand, in a world full of similar and easy-
to-copy products and services, innovativeness may be 
a differentiation tool (Healy et al., 2018) for salespeople 
and a source of competitive advantage. Innovativeness can 
work well within the sales department and is especially 
important when a new product is brought to the market 
and salespeople undertake the challenging task of selling 
it. In fact, innovativeness within a department is seen as a 
work environment that encourages employees’ innovative 
behavior within the department itself (Matsuo, 2005). 

In order to improve and facilitate the commercial-
ization phase (i.e. new product selling) and to enhance 
salespeople’s creativity and flexibility (i.e. sales innova-
tiveness), it becomes important to investigate the impact 
of a potentially significant driver of success. In fact, new 
product selling could be positively affected by knowledge 
sharing among salespeople as well as between sales force 
and other departments. Moreover, this openness and readi-
ness to share information could have the potential to foster 
creativity and flexibility which, in turn, positively impact 
innovativeness within a sales department.  

Lastly, an environment in which employees and man-
agers share power and the organizational culture encour-
ages such sharing, (i.e. employees are empowered) can 
create an environment of openness and of people willing 
to share knowledge across the organization. And by doing 
this, indirectly and/or in synergy, it could lead to better 
innovation and facilitate new product selling.

The main aim of the study is to investigate the impact 
of internal knowledge sharing on new product selling and 
sales department’s innovativeness as well as the impact of 
empowerment on internal knowledge sharing and, indi-
rectly, on new product selling and sale innovativeness in 
an emerging and small market context such as Croatian. In 
fact, innovations have proven to be an important contrib-
utor to competitiveness and economic growth of countries 
(Petrariu et al., 2013). Moreover, previous studies (Švarc 
& Dabić, 2019) pointed out many weaknesses in technolo-
gy transfers and innovation efforts in the Republic of Cro-
atia, whose R&D intensity (i.e. expenditure on R&D as a 
percentage of GDP) is only 0.97%.

There is a large body of research on internal knowl-
edge sharing, empowerment, new product selling (Wiese-
ke et al., 2007; Sharma & Sagar, 2017; Hohenberg & 
Hahn, 2018) and on the innovation topic conducted in less 
developed countries (Central and Eastern Europe) and in 
emerging innovation systems (Petrariu et al., 2013; Sto-
jčić et al., 2018; Stojčić, 2020). However, to the best of 
authors’ knowledge, there is little evidence on the linkages 
between these constructs among salespeople in the spe-
cific context of an emerging market. Hence, the present 
research will fill this gap.

Sales people were chosen to be the focus of this study 

because of their role as boundary spanners and because of 
their critical importance in the last phase of the new prod-
uct development process (i.e. commercialization).   

Following the introduction, Section 2 provides the 
literature review and outlines the development of the hy-
potheses. Section 3 presents the methodology. Section 4 
describes the empirical data and analysis, the measurement 
model and the structural model. Section 5 discusses the 
empirical results and implications. Finally, Section 6 pro-
vides the concluding remarks, limitations and directions 
for further research. 

2 Literature Review and Hypothesis 
Development

2.1 Internal Knowledge Sharing, 
New Product Selling and Sales 
Department’s Innovativeness

In today’s ultra-competitive environment, knowledge 
is seen as a strategic resource whose transfer, if performed 
well, provides multiple benefits to companies, such as 
gaining competitive advantage (Hume & Hume, 2015), 
strengthening entrepreneurial orientation (DeClerq, et al. 
, 2013), and avoiding mistakes and redundancy (Rafiq & 
Ahmed, 2006). Moreover, it affects organizational perfor-
mance and effectiveness (Kim & Lee, 2006), reduces time 
to market (Rafiq & Ahmed, 2006), and strengthens a com-
pany’s ability to meet customer needs (Kim & Lee, 2006).

In fact, many authors pointed out the positive effects 
of cross-functional integration and information sharing on 
achieving new product success (Arfi et al., 2019). 

Furthermore, studies showed the importance of knowl-
edge sharing in NPD processes, within the sales department 
and between sales and other departments (van den Berg et 
al., 2014) due to first-hand information and insights into 
customer requirements gained by sales staff. Crawford and 
DiBenedetto (2011) pointed out that information collect-
ed from the marketplace is an important source of infor-
mation in the problem-solving process (in relation to the 
new product) and Matsuo (2018) saw salespeople as the 
central unit of interaction among different stakeholders. 
While Sharma and Sagar (2017) highlighted their crucial 
role once the product is launched, Ahearne et al. (2010) 
emphasized the unique position of salespeople in generat-
ing knowledge due to their regular interactions with cus-
tomers. Although these interactions are under threat due to 
technology and social media which negatively impact the 
opportunities for direct interactivity between salesforce 
and potential customers Sharma and Sagar (2017), they 
were referred to as “knowledge brokers” by Verbeke and 
Masih (2020). The quality of such interactions is especial-
ly important in the commercialization phase. In fact, it is in 
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this phase that salespeople often encounter resistance and 
their role as the primary source of information is to over-
come resistance and facilitate the adoption of the product. 

Moreover, it was suggested (Ahearne et al., 2010) that 
salespeople can adjust their planning and behavior based 
on the knowledge and insights acquired and might even be 
innovative (if allowed). Zhou and Li (2009) emphasized 
that internal knowledge exchange is more relevant for rad-
ical innovation than external knowledge acquisition if the 
organizational knowledge base is broad (the opposite ap-
plies if the knowledge base is deep). Tsai (2001) pointed 
out that better knowledge access by an organizational unit, 
through knowledge exchange and transfer, affects its inno-
vation and performance. A positive relationship between 
knowledge sharing and performance as well as between 
knowledge sharing and innovation was confirmed by dif-
ferent studies (Wang, & Wang, 2012; Yiu et al., 2020). 
Moreover, Caloghirou et al. (2004) highlighted that read-
iness for knowledge exchange and internal ability to rec-
ognize and exploit external knowledge improve innovative 
performance. Yiu et al. (2020) showed that service-orient-
ed companies have higher innovation performance thanks 
to their learning from partner relationships.

Matsuo (2005) in his study highlighted the need for 
knowledge management systems in order to enable in-
formation sharing among salespeople and throughout the 
entire organization. Hohenberg and Hahn (2018) in their 
study pointed out that internalized new product selling 
motivation is crucial for performance. Borgh and Schepers 
(2017) highlighted the need for appropriate information 
sharing by a sales manager with the sales force once a new 
product is launched. However, knowledge management, as 
well as the NPD process (Helmy et al., 2019), generates 
costs, so it must be related to economic benefits (either 
revenue growth or decreased costs) or competitive advan-
tage for the firm in order to be adopted. Van den Berg et.al. 
(2014) argued that in today’s knowledge-based economy, 
knowledge development and transfer within the company 
act as a booster for sales performance and strongly moti-
vate salespeople to new product selling, which in the end 
influences sales and overall success as well. On the other 
hand, Haas et al. (2007) suggested that in some cases the 
salesforce may be overwhelmed by knowledge sharing, 
which negatively affects the success of new product sell-
ing. Tang and Marinova (2020) pointed out the mixed ev-
idence regarding the effects of knowledge sharing in NPD 
processes.

Mulyana et al. (2019) stated that new products and 
services, as well as new ways of their promotion and dis-
tribution, will represent the crucial factors for companies’ 
success, therefore marketing innovation is seen as a vital 
strategic orientation. According to Hendar et al. (2018), 
marketing innovativeness is crucial for performance. 

Studies conducted in various European countries have 
shown different challenges in the innovation process. Ac-

cording to Švarc and Dabić (2019), the development of 
post-socialist economies depends on their ability to gen-
erate and exploit innovation and their ability to transfer 
knowledge from scientific institutions to companies. 
Moreover, Švarc and Dabić (2019) highlighted that in 
Croatia, as a typical transition country with a specific 
transition process (socialism to capitalism) in comparison 
to other EU member states, technology transfer happens 
slowly. Prokop and Stejskal (2017), in their study based 
on CIS data and conducted in Germany, Portugal, Bulgaria 
and Slovenia, highlighted that companies put the impetus 
on gaining information from various partners and docu-
ments and use it to innovate. Furthermore, Prokop and 
Stejskal (2017) analyzed the impact of soft knowledge 
infrastructure and HRST (Human Resources in Science 
and Technology) on the economic development of EU 28 
economies in 2012 and of CEE economies between 2002 
and 2012.  The study showed that CEE countries were less 
effective than the rest of EU countries in using selected de-
terminants of economic development. Stojčić et al. (2018), 
in their study conducted in Croatia, discussed different im-
pacts of creativity in the innovation process. Hohenberg 
and Hahn (2018) stated that research on salesforce related 
factors during the commercialization phase is relatively 
scarce.

In the light of the above, and with the aim of broaden-
ing the knowledge of the yet insufficiently explored links 
between the described constructs among salespeople in the 
specific context of an emerging market, we hypothesize:

Hypothesis 1: Internal knowledge sharing is positively 
related to new product selling.

Hypothesis 2: Internal knowledge sharing is positively 
related to sales department’s innovativeness.

2.2 Empowerment and Internal 
Knowledge Sharing

Despite the above-mentioned importance of knowl-
edge transfer, there are a number of knowledge exchange 
barriers to consider in the attempt to improve internal shar-
ing (Haas et al., 2007). Different sources (i.e. barriers), 
such as knowledge transferring tools, provider, receiver 
and context, were found threatening the cross-functional 
knowledge sharing during the NPD process (Hunag et al., 
2008). DeClerq et al. (2013) mentioned that despite the 
many benefits of internal knowledge sharing, it is chal-
lenging when it occurs between different organizational 
functions as is the case in NPD process which involves 
a large number of employees (Crawford & DiBenedetto, 
2011). 

Researchers noted the key role of motivation in the 
process of knowledge sharing (Gressgard, 2015). More-
over, the motivation for knowledge sharing derives from 
the individual’s beliefs and from the organization’s factors 
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(shared values, norms, practices) that shape the individu-
al’s beliefs (Bock et al., 2005). 

Furthermore, it was pointed out that knowledge shar-
ing within organizations depends on the employee’s in-
dividual behavior (Bock et al., 2005) and ability to share 
(Gressgard, 2015). Kim & Lee (2006) in their study on 
the three elements of organizational culture (i.e. vision and 
goals, trust, and social networks) pointed out that social 
networks positively impact employee knowledge-sharing 
capabilities. Similarly, Mu et al. (2016) argued that besides 
knowledge generation, a networking ability is required 
too. Chen et al. (2014) in their study on knowledge sharing 
in virtual community showed that trust positively affects 
the intention to share knowledge and that high altruism 
makes stronger the relationship between trust and knowl-
edge sharing. Moreover, DeClerq et al. (2013) found that 
trust and goal congruence (between different functions) 
result in more internal knowledge sharing. Hume & Hume 
(2015) argued that for KM to be successful, trust, personal 
relevance and personnel satisfaction are needed. 

Besides, authors Bock et al. (2005, p. 88) pointed out 
that individuals are not prone to share knowledge; in fact, 
sharing knowledge is more an exception than a rule within 
organizations. In their study on barriers in cross-functional 
knowledge sharing during the NPD process, Huang et al. 
(2008) highlighted that the use of appropriate strategies 
(processual and classical) can reduce these barriers and by 
doing this reduce the related costs. Hohenberg and Hahn 
(2018) stressed that new product selling bonuses can en-
hance the relationship between salespeople’s performance 
predisposition and new product financial performance, but 
weaken the relationship between salespeople’s learning 
predisposition and new product financial performance. 
Moreover, they showed that a periodic review strengthens 
the relationship between salespeople’s learning predispo-
sition and new product financial performance. Wang et 
al. (2014) pointed out that evaluation and evaluation with 
reward have positive impact on knowledge sharing. They 
also stated that knowledge sharing is influenced by the 
interaction between evaluation plus reward and conscien-
tiousness, neuroticism and openness to experience. Shar-
ma and Sagar (2017) pointed out that salespeople when 
selling new products often face, among others, inefficient 
information flow, so sales managers should effectively cre-
ate and spread knowledge about the new product.

Gressgard (2015) in his study on motivational and 
organizational factors affecting knowledge sharing high-
lighted empowerment as an important intrinsic motivation 
factor of knowledge exchange. 

Empowerment has been defined in many different 
ways. Conger & Kanungo (1988, p. 473) defined empow-
ering as a managerial strategy or technique that strengthens 
self-determination need or self-efficacy belief of employ-
ees and makes them feel more powerful. The employee’s 
empowered „state of mind“ may (Rafiq & Ahmed, 2006) 

consequently lead to positive work behavior (Abbasi et 
al., 2020).  Empowerment is also seen as a multifaceted 
motivational factor which can lead to altruistic behavior 
such as knowledge sharing (Wang et al., 2019). Kang et 
al. (2017) in their study showed that positive and proactive 
knowledge sharing behavior occurs as a consequence of 
knowledge management system user empowerment. 

As mentioned above, empowerment is multifaceted 
and according to Spreitzer (1995), psychological empow-
erment construct merits a special critical inquiry. Spreitzer 
(1995) pointed out that psychological empowerment refers 
to the individual state of strong motivation, sense of au-
thority and ability to perform job duties. It is in fact an 
active motivational orientation and it motivates people 
in their performance while executing different proactive 
tasks (Kang et al., 2017). Abbasi et al. (2020) highlighted 
that psychological empowerment mediates the relation-
ship between high performance work system and knowl-
edge sharing behavior. Al-Omari et al. (2020) in their 
study pointed out the positive linkages between employ-
ee empowerment and overall company performance and 
customer satisfaction. Grošelj et al. (2020) suggested that 
psychological empowerment moderates the relationship 
between leadership and innovative work behavior. Kang et 
al. (2017) considered the positive impact of psychological 
empowerment on different outcomes, such as effective-
ness. According to Spreitzer (1995), two consequences of 
empowerment are effectiveness and innovative behavior. 
Arfi et al. (2019) examined a case in which empowering 
employees, among other changes in management style, fa-
cilitated knowledge exchange and firm’s open innovation 
and performance. Furthermore, Helmy et al. (2019) point-
ed out that knowledge sharing mediates the relationship 
between the dimension of psychological empowerment 
(competence, impact, self-determination) and innovative 
work behavior. Lastly, Kang et al. (2017) stated that there 
has been little research investigating what motivators im-
pact proactive knowledge sharing.

For a deeper understanding of the influence of empow-
erment on knowledge sharing and its indirect effects on 
new product selling and innovativeness of salesforce, we 
posit the following hypotheses:

Hypothesis 3: Empowerment is positively related to in-
ternal knowledge sharing.

H3a: Empowerment is positively related to new prod-
uct selling through internal knowledge sharing

H3b: Empowerment is positively related to sales de-
partment’s innovativeness through internal knowledge 
sharing
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3 Methodology

3.1 Measurement Scales

The data for the present research was taken from a 
broader study conducted among salespeople in Croatia. 
The questionnaire was developed using scales validated 
in previous research and tested by the respective authors. 
The measurement items used to assess Internal Knowledge 
were the ones developed by DeClerq et al. (2013) (7 items). 
In the questions related to Internal Knowledge Sharing, re-
spondents were asked to provide their attitudes toward the 
relationship and collaboration between their commercial 
function and technically oriented functions. The Sales De-
partment’s Innovativeness level was measured using the 
scales developed by Matsuo (2005) (6 items), while for the 
assessment of the New product selling attitudes we used 
the van den Berg et al. (2014) scales (3 items). The meas-
urement items used to measure Empowerment were the 
ones developed and tested by Spreitzer (1995) (12 items). 
All the scales were translated into Croatian language by 
an expert linguist and demographic questions were added. 
Respondents were asked to rate all the statements using 

the 7-point Likert scale (1-strongly disagree to 7-strongly 
agree). The data for quantitative research was collected in 
April and May of 2015.

3.2 Sample

The research on the impact of internal knowledge shar-
ing on new product selling and sales innovation and the 
impact of empowerment on internal knowledge sharing 
was conducted on a sample of 101 key informants. The 
key informants were sales staff working at different lev-
els in businesses operating in different sectors. The key 
informants were identified from a secondary source of in-
formation, i.e. a publication issued by a business magazine 
listing the top 1000 value added creators in the Republic 
of Croatia. The research was conducted using a highly 
structured questionnaire sent to organizations randomly 
selected from the above-mentioned list. The questionnaire 
was sent via email asking for it to be forwarded to sales-
people at different levels within the organization. The sam-
ple structure regarding gender, age, level of education and 
years of sales experience of the key informants is shown 
in Table 1.

Category (%)

Gender

M 35.7

F 64.3

Age

< 26 years 0.9

26-35 years 19.8

36-45 years 41.6

46-55 years 24.8

> 56 years 12.9

Educational Background

High School Graduate 19.8

Junior College Degree 63.4

University Degree 16.8

MSc/PhD 7

Experience in Sales

< 5 years 26.8

6 - 10 27.5

11-15 12.7

> 15 33
Source: Authors, n=101

Table 1: The sample structure
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Since the questioning method was used and all the 
questions in the questionnaire were answered by the same 
key informants (common source), there was a possibility 
of common method variance. Therefore, when designing 
the questionnaire, several procedural and statistical rem-
edies according to Podsakoff et al. (2003) were applied 
to avoid the common method variance issue. The key in-
formants were guaranteed anonymity and the instructions 
emphasized that there were no right or wrong answers. 
Furthermore, questions relating to individual constructs 
were neatly divided by subheadings. In terms of the sta-
tistical techniques used, the Harman’s single-factor test 
was conducted by performing an unrotated exploratory 
factor analysis. According to the test performed, all indi-
cator variables resulted in one general factor accounting 
for 42.46% of the total variance in all variables, which is 
less than 50%, suggesting that common method variance 
would not be a major concern in this study. In addition, 
a confirmatory factor analysis was conducted, according 
to which all indicator variables were combined in one la-
tent variable. The specified single-factor model was a poor 
fit to the data (RMSEA = 0.20, CFI =0.458; <0.90, TLI = 
0.414; <0.90 and SRMR = 0.15; <0.08), thus further sup-
porting a low likelihood of common method bias in this 
study. In the sections below, the psychometric properties 
of the measurement scales are tested, followed by an anal-
ysis of the structural model in relation to the proposed re-
search hypotheses. 

4 Research Results

4.1 Measurement Model Analysis

Before testing the hypotheses, we assessed the internal 
consistency reliability and the convergent and discrimi-

nant validity of the measurement scales. Data was analyz-
ed using the PLS-SEM method instead of the traditional 
CB-SEM analysis, because it offers greater flexibility re-
garding non-compliance under the assumption of normal 
variable distribution and because the PLS method gives 
better results in case of small sample sizes. Moreover, 
the PLS method is more appropriate when the research 
is primarily aimed at determining the predictive ability 
of endogenous constructs (Hair et al., 2012, Hair et al., 
2014), rather than for studies whose primary focus is theo-
ry testing. Data was analyzed using SmartPLS 3.2.8. soft-
ware (Ringle et al., 2015). The descriptive statistics of all 
items included in the analysis are reported in Table 2. The 
bootstrapping method with 5,000 subsamples, as recom-
mended by Hair et al. (2019, p. 149), was used to evaluate 
the measurement scales and, subsequently, to analyze the 
structural models. All measurement models are specified 
as reflective measurement models – Mode A (Hair et al., 
2019, p. 46) - based on previous research using the same 
measurement scales. Table 1 shows item outer loadings, 
CR and AVE indicators. The EMP6 (I have mastered the 
skills necessary for my job.), EMP7 (I have significant au-
tonomy in determining how I do my job.), EMP8 (I can 
decide on my own how to go about doing my work.) and 
EMP9 (I have considerable opportunity for independence 
and freedom in how I do my job.) variables of the con-
struct Empowerment were excluded from the analysis be-
cause their factor loadings ranged from 0.4 to 0.6, and their 
exclusion led to an increase in Composite Reliability (CR) 
and Average Variance Extracted (AVE) above the thresh-
old values of 0.8 and 0.5, respectively.

Table 2: Descriptive statistics

ITEM ITEM 
-code

Mean Median Standard 
Deviation

Excess 
Kurtosis

Skewness

EMPOWERMENT

The work I do is very important to me. EMP1 6.030 6.000 1.222 5.429 -2.105

My job activities are personally meaningful to 
me. 

EMP2 6.099 6.000 1.058 5.494 -2.086

The work I do is meaningful to me. EMP3 5.812 6.000 1.175 3.522 -1.634

I am confident about my ability to do my job. EMP4 6.287 6.000 0.825 15.741 -2.842

I am self-assured about my capabilities to per-
form my work activities. 

EMP5 6.307 6.000 0.817 16.192 -2.835

I have mastered the skills necessary for my job. EMP6 6.109 6.000 0.866 10.937 -2.255

I have significant autonomy in determining how 
I do my job. 

EMP7 5.822 6.000 1.214 4.227 -1.809
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I can decide on my own how to go about doing 
my work.

EMP8 5.337 6.000 1.307 1.333 -1.162

I have considerable opportunity for indepen-
dence and freedom in how I do my job. 

EMP9 5.149 5.000 1.360 1.068 -1.065

My impact on what happens in my department 
is large. 

EMP10 4.832 5.000 1.548 -0.194 -0.753

I have a great deal of control over what happens 
in my department. 

EMP11 5.317 6.000 1.495 1.275 -1.298

I have significant influence on what happens in 
my department. 

EMP12 4.842 5.000 1.565 0.133 -0.881

SALES DEPARTMENT’S INNOVATIVENESS

Our ability to function creatively is respected by 
the leadership. 

S A L I N N -
OV1

4.980 6.000 1.528 0.659 -1.165

Creativity is encouraged here. S A L I N N -
OV2

4.614 5.000 1.688 -0.408 -0.826

Around here, people are allowed to try to solve 
the same problems in different ways. 

S A L I N N -
OV3

4.762 5.000 1.517 0.217 -1.023

This organization can be described as flexible 
and continually adapting to change. 

S A L I N N -
OV4

4.723 5.000 1.672 -0.554 -0.712

This organization is open and responsive to 
change. 

S A L I N N -
OV5

4.733 5.000 1.515 -0.487 -0.576

The reward system here encourages innovation. S A L I N N -
OV6

4.119 4.000 1.831 -1.331 -0.227

NEW PRODUCT SELLING

I like to present my customers with our most in-
novative products. 

NPS1 5.881 6.000 1.065 3.769 -1.506

I like selling products that need me to explain in 
great detail just what is new and exciting about 
them. 

NPS2 5.752 6.000 1.121 1.877 -1.338

I like to visit new accounts where I have to pres-
ent what my company is selling. 

NPS3 5.624 6.000 1.319 1.369 -1.193

INTERNAL KNOWLEDGE SHARING

There is close interaction and collaboration be-
tween people in the two functions. 

IKS1 5.129 5.000 1.355 0.870 -1.014

There is open communication between people in 
the two functions. 

IKS2 5.129 6.000 1.433 0.855 -1.153

There is high level of knowledge sharing be-
tween people in the two functions. 

IKS3 4.822 5.000 1.485 -0.031 -0.829

People in the two functions have great dialogues 
with each other. 

IKS4 4.941 5.000 1.326 0.912 -0.949

People in the two functions regularly communi-
cate with each other. 

IKS5 5.129 5.000 1.376 1.343 -1.161

People in the two functions provide each other 
with a lot of feedback. 

IKS6 4.792 5.000 1.430 0.368 -0.801

There is a lot of two-way communication be-
tween people in the two functions. 

IKS7 4.891 5.000 1.421 0.543 -1.004

Table 2: Descriptive statistics (continues)

Source: Authors’ own calculation
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As shown in Table 3 below, all investigated constructs 
had satisfactory Cronbach’s alpha, Composite Reliability 
(CR) and Average Variance Extracted (AVE) values. Cron-
bach’s alpha and CR coefficients ranged between 0.8 and 
0.96 and they all exceeded the recommended cut-off of 
0.8. Besides, all of the AVE scores were above 0.5, ranging 
from 0.53 to 0.80. According to the below data, all the con-
structs showed an acceptable level of internal consistency 
reliability and convergent validity.

The cross-loading analysis as well as the Fornell-Larck-
er criterion (1981) and the Heterotrait-Monotrait (HTMT) 
ratio confidence intervals were used to assess the discri-
minant validity. The results of the cross-loading analysis 
showed that the outer loadings were high on their respec-
tive constructs, but low on all other constructs. The For-
nell-Larcker criterion and the HTMT ratio are shown in 
Table 4. 

Table 3: Internal consistency reliability and convergent validity

Construct/Item Original 
Sample (O)

Standard 
Deviation 
(STDEV)

T Statistics (|O/
STDEV|)

Cronbach’s

Alpha

Composite 
Reliability

(CR)

Average Variance 
Extracted

(AVE)

Internal Knowledge 
Sharing

IKS1 <- IKS 0.895* 0.024 37.033

0.95 0.96 0.80

IKS2 <- IKS 0.927* 0.016 58.983

IKS3 <- IKS 0.889* 0.032 28.031

IKS4 <- IKS 0.898* 0.029 30.504

IKS5 <- IKS 0.887* 0.031 28.771

IKS6 <- IKS 0.888* 0.030 29.941

IKS7 <- IKS 0.874* 0.038 23.089

New Product Selling

NPS1 <- NPS 0.896* 0.056 15.977

0.87 0.92 0.79NPS2 <- NPS 0.899* 0.061 14.675

NPS3 <- NPS 0.879* 0.069 12.643

Sales Department’s 
Innovativeness

SALINNOV1 <- SALIN-
NOV

0.894* 0.023 38.698

0.92 0.94 0.73

SALINNOV2 <- SALIN-
NOV

0.902* 0.022 40.177

SALINNOV3 <- SALIN-
NOV

0.822* 0.046 17.790

SALINNOV4 <- SALIN-
NOV

0.883* 0.031 28.491

SALINNOV5 <- SALIN-
NOV

0.884* 0.030 29.910

SALINNOV6 <- SALIN-
NOV

0.736* 0.060 12.222
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Empowerment

EMP1 <- EMP 0.786* 0.062 12.681

0.87 0.89 0.53

EMP2 <- EMP 0.752* 0.086 8.785

EMP3 <- EMP 0.870* 0.047 18.597

EMP4 <- EMP 0.614* 0.194 3.170

EMP5 <- EMP 0.600* 0.200 3.001

EMP10 <- EMP 0.693* 0.104 6.634

EMP11 <- EMP 0.750* 0.079 9.526

EMP12 <- EMP 0.697* 0.109 6.411

Table 3: Internal consistency reliability and convergent validity (continues)

* p<0.05
Source: Authors’ own calculation

Table 4: Fornell-Larcker criterion and HTMT ratio*

Fornell–Larcker criterion ** HTMT ratio (95% bias corrected interval)

EMP IKS NPS SALINNOV EMP IKS NPS

EMP 0,725

IKS 0.555 0.894 0.569 (0.376-
0.737)

NPS 0.514 0.343 0.891 0.579 (0.424-
0.724)

0.364 (0.139-
0.603)

SALINNOV 0.648 0.633 0.396 0.856 0.695 (0.551-
0.792)

0.664 (0.518-
0.781)

0.430 (0.251-
0.593)

*EMP – Empowerment, IKS – Internal Knowledge Sharing, NPS – New Product Selling, SALINNOV – Sales Department’s Innovativeness
** Construct correlation matrix with the square root of the AVE on the diagonal in bold
Source: Authors’ own calculation

According to the data presented in Table 4, the For-
nell-Larcker criterion was met and the square root of the 
AVE for each construct was greater than the correlation 
between the construct and all other constructs. The HTMT 
values between constructs were all below 0.85, indicating 
that none of the HTMT confidence interval bias-correct-
ed values included the value of 1. All the above data sug-
gest satisfactory discriminant validity of the measurement 
scales. The next section provides an analysis of the struc-
tural model.

4.2 Structural Model Analysis

This research is based on the assumption of a positive 
impact of Empowerment through Internal Knowledge 
Sharing on New Product Development and Sales Innova-
tion (Figure 1).

A VIF test was used to check for multicollinearity 
among endogenous constructs. The VIF for each pair of 
endogenous constructs was below the threshold of 5, so it 

could be concluded that multicollinearity among endoge-
nous constructs would not be a major concern in this study. 
The results of the structural model analysis are illustrated 
in Table 5. 

The results of the structural model analysis supported 
all the proposed hypotheses. Direct effects were analyzed 
within the framework of the model. In this respect, Em-
powerment (EMP) had a statistically significant positive 
direct effect on Internal Knowledge Sharing (IKS) (H1: 
β=0.555; t=7.192; p<0.05), which in return had a positive 
direct effect on New Product Selling (NPS) (H3: β=0.343; 
t=3.106; p<0.05) and Sales Department’s Innovativeness 
(SALINNOV) (H4: β=0.633; t=10.209; p<0.05). Likewise, 
two statistically significant positive indirect effects were 
found, namely Empowerment through Internal Knowledge 
Sharing positively affects Sales Department’s Innovative-
ness (βindirect=0.351; t=5.095, p<0.05) and New Product 
Selling (βindirect=0.351; t=5.095, p<0.05). The effect size 
of the construct Empowerment was moderate, it explained 
31% of Internal Knowledge Sharing construct variance 
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Figure 1:  Structural model

Source: Authors

Table 5: Direct and indirect effects

Hypothesis Original 
Sample (O)

Standard Devi-
ation (STDEV)

T Statistics 
(|O/STDEV|)

95% bias cor-
rected interval R2 f2 Hypothesis 

Acceptance

Direct and Total Effects

H1: Internal Knowl-
edge Sharing

->New Product 
Selling

0.343* 0.110 3.106 0.124-0.539 0.12 0.13 Accepted

H2: Internal Knowl-
edge Sharing

 ->Sales Depart-
ment’s Innovative-

ness

0.633* 0.062 10.209 0.488-0.745 0.40 0.67 Accepted

H3: Empowerment 
->Internal Knowl-

edge Sharing
0.555* 0.077 7.192 0.373-0.687 0.31 0.44 Accepted

Indirect Effects

H3a:

Empowerment -> 
Internal Knowledge 

Sharing -> Sales 
Department’s Inno-

vativeness 

0.351* 0.069 5.095 0.208-0.475 Accepted

H3b:Empowerment 
-> Internal Knowl-

edge Sharing – New 
Product Selling

0.190* 0.083 2.279 0.049-0.356 Accepted

* p < 0.05
Source: Authors’ own calculation
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(R2=0.31), while Internal Knowledge Sharing explained 
12% of variance in the endogenous construct of New Prod-
uct Selling (R2=0.12) and its effect size was moderate i.e. 
explained 40% of variance in Sales Innovation (R2=0.40). 
In terms of the effect size, according to Cohen (1988) there 
was a large effect size (f2=0.44) of the construct of Em-
powerment on Internal Knowledge Sharing and a medium 
(f2=0.13) effect size of Internal Knowledge Sharing on 
New Product Selling, whereas the effect size of the latter 
construct on Sales Innovation was strong (f2=0.67). The 
predictive relevance of the model was examined using the 
blindfolding procedure. All Q2 values were greater than 
0, thus providing support for the model’s predictive rel-
evance in respect of all endogenous constructs. The next 
section discusses in more detail the theoretical and practi-
cal implications of the research findings. 

5 Discussion and Implications

The present study has revealed that internal knowledge 
sharing is positively linked with new product selling and 
sales department’s innovativeness. The research results 
are in line with Tsai (2001), Wang and Wang, (2012) and 
Yiu et al. (2020); namely, they argued about the impact of 
knowledge sharing on innovation and performance. These 
links were confirmed within the sales department (i.e. 
among salespeople). Our research can be added to Prokop 
and Stejskal’s study (2017), as it shows that sharing of 
the knowledge acquired in the marketplace between sales 
and technical department in the specific context of Croa-
tian economy can bring innovation (in sales) and enhance 
new product selling. Moreover, the proven positive effect 
of empowerment on internal knowledge sharing and, indi-
rectly, on new product selling and sales innovativeness is 
in line with the research conducted by Kang et al. (2017), 
who pointed out the positive impact of empowerment on 
proactive tasks, and with van den Berg et al. (2014) study 
focusing on the role of knowledge transfer on performance 
and new product selling. 

A number of practical implications arise from this 
study. As stated above, regular knowledge sharing im-
proves the final stage of the NPD process and positively af-
fects the innovativeness of sales department. Based on this 
evidence, top management and sales management should 
jointly adopt appropriate internal knowledge practices, 
develop an internal knowledge sharing system and under-
take different activities in order to facilitate and encour-
age knowledge sharing, such as developing an appropriate 
organizational culture, rewarding knowledge sharing, or 
conducting internal marketing activities. Salespeople get 
first-hand feedback from customers, so it is important to 
enable and encourage sharing of such valuable informa-
tion, especially with the technical department. Shared in-
formation may allow faster response to customer needs. 
Managers should empower knowledge system users and 

encourage (i.e. empower) knowledge exchange between 
employees while selling new product, with the aim of fos-
tering creativity and flexibility among them and bettering 
the process.

However, this striving can be a challenge as well; 
there is a number of different obstacles to overcome in the 
knowledge sharing enhancement efforts. 

Attitudes, beliefs and motivation are important drivers 
for knowledge sharing and according to the present study, 
empowered people are more prone to share knowledge. Ac-
cordingly, sales managers should allow discretion which 
can be formalized (documents, procedures) or implied 
(organizational culture) and encouraged through training 
and personal (i.e. managers’) example, meaning that by 
doing this they’ll impact employee’s knowledge-sharing 
behavior. Finally, empowerment will lead to better product 
selling and more creativity and flexibility among salespeo-
ple. These outcomes will positively impact the company’s 
overall performance and contribute to the national econo-
my. Therefore, salespeople should be empowered, but ac-
cording to past studies (Sharma & Sagar, 2017; Homburg 
& Hahn, 2018), effective knowledge transfer from sales 
managers to their sales teams and an appropriate financial 
policy framework (i.e. bonuses) should be in place as well. 

The present study contributes to the body of knowledge 
with new insights on the topic from the sales department’s 
perspective. In fact, while previous research has shown the 
effects of empowerment and internal knowledge sharing in 
different settings and the effects of these factors with dif-
ferent outcomes (Al-Omari et al., 2020; Yiu et al., 2020), 
the links between empowerment and internal knowledge 
sharing as well as between these constructs and new prod-
uct selling and sales innovativeness have not been investi-
gated in salespeople in a specific emerging market context. 
Because of the specific role of salespeople in the commer-
cialization phase and the need for innovation within the 
sales department itself, many companies struggle with their 
sales force. Sales personnel as boundary spanners collect 
a large amount of information and play a crucial role in 
product commercialization. With the aim of addressing the 
above gap, we conducted the current research. This study’s 
findings corroborate previous research, but also contribute 
to the literature by highlighting the relevant links in the 
specific sales and economic context.

6 Conclusions, Limitations and 
Future Research

Innovations are crucial both for companies and for 
national economies. Companies should innovate due to 
intense competition and customer expectancy and gov-
ernments should innovate for the sake of their country’s 
economic growth. But there are a number of challenges 
on this path and all the steps and specificities should be 
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examined in order to better this process. Our research dealt 
with the last stage of the process - new product selling and 
the innovativeness of people who sell the products. In fact, 
in this process, employees, especially those who are in di-
rect contact with potential customers, play an important 
role. Their innovativeness and efforts can be particularly 
valuable when the product faces the market for the first 
time (i.e. in the commercialization phase). Salespeople’s 
role has already been recognized as important, but at the 
same time a number of issues faced by companies dealing 
with salesforce selling new product have been pointed out. 
Despite the above-mentioned importance of innovation, 
different challenges have been identified in the context of 
an emerging market economy. Lastly, because of a number 
of similar products on the market, creativity and flexibility 
are important for salespeople and they should as well be 
boosted. Based on the study’s evidence, this outcome can 
be influenced by knowledge sharing and empowerment, 
while knowledge sharing can be affected by adequate em-
powerment of salespeople. 

The present findings may help companies in their striv-
ing to avoid losses and launch products more successfully. 
Moreover, the addressed process characterized by high in-
vestment and failure rates could be improved by the joint 
efforts of practitioners and scientists. The present study has 
some limitations that may serve as the basis for future re-
search. A larger study sample with an appropriate structure 
of businesses in terms of size and sector would provide 
more valid and more reliable research findings and a better 
generalization of the results. Moreover, since in the larger 
portion of the sample only one salesperson per company 
was surveyed due to time and cost limitations, involving 
more employees at different levels in the sales team of 
an organization, i.e. the use of the triangulation method, 
would yield more accurate results. 

Furthermore, due to the sample size, the authors did 
not check the unobserved heterogeneity that may reduce 
the accuracy of the conclusions of the study in case of dif-
ferent segments - groups of key informants.

The study was conducted on cross-sectional data i.e. 
it lacks an analysis of the observed phenomena from a 
dynamic perspective, which should be covered by future 
research in order to obtain a better insight into the causal 
relationships among the investigated constructs. 

The knowledge gained within this study could be 
broadened in future research by including some moderat-
ing variables between the Empowerment and the Internal 
Knowledge Sharing constructs, such as organizational cul-
ture of the company, job satisfaction, personality traits of 
salespeople, selling style, sales staff motivation, job burn-
out syndrome. 

In addition, it would be useful if future research en-
compassed the types of information shared between man-
agers, salesforce and other employees, and the impact of 
such information on sales process innovation and new 
product development.
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